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BECOMING A MORE 
SUSTAINABLE CRAFT BREWER –









• Solicit and verify data for the annual BA 
Sustainability Benchmarking Report
• Assist BA members in utilizing the 
Sustainability Benchmarking Tools
• Help BA members to identify simple, 
quick and sustainable return-on-
investment projects and other solutions
BA Sustainability Subcommittee
Serves the BA purpose by 
helping current members and 
future generations to:
1. Brew the highest quality beers in a 
manner that strengthens the value 
of our businesses;
2. Increases the resiliency of the 
natural environment and 
agricultural systems that provide 
brewing ingredients; and
3. Enhances the lives of our 




How can I produce the highest 
quality beers in a profitable manner  
that also:
• Minimizes natural resource usage
• Lessens my environmental footprint
• Provides a safe working environment
• Attracts and retains the best employees
• Creates value in the community
• Protects my supply chain ingredients
• Enhances my image as a responsible brewer




Gross Profit Margin  = Revenue - Cost of Goods Sold
Revenue
Cost of Goods Sold = Raw Materials + Labor + Overhead
Overhead is the ancillary items that helped with the production 












Cost of Goods Sold (COGS) $207.45
  Direct Materials $105.74
  Direct Labor $31.54
  Direct Overhead $70.17
Gross Profit $224.82
Supporting Expenses $146.70
  Administrative Labor $87.17
  Depreciation $43.65
  Sales/Marketing Materials $12.76
  Other $3.12
Operating Profit $78.12
Net Profit (EBIT) $78.12
Taxes & Interest $22.71
Net Income $55.41
Gross Profit Margin 0.52        
Sustainability related utility costs 
are 37% of Direct Overhead
What if ……..
A brewery planning to produce 5,000 bbls in 2020 became 














Baseline 70 kWh/bbl 30,631$         -$               -$                     
Goal - Top 25% 30 kWh/bbl 13,128$         17,504$        3.50$                   
Baseline 3.6 therm/bbl 11,188$         -$               -$                     
Goal - Top 25% 2.0 therm/bbl 6,216$           4,973$           0.99$                   
Baseline 7.8 bbl/bbl 2,611$           
Goal - Top 25% 5.0 bbl/bbl 1,674$           937$              0.19$                   
Baseline 4.16$      $/bbl 20,800$         
Goal - Sidestream 2.77$      $/bbl 13,867$         6,933$           1.39$                   
Baseline 7.8 lb/bbl 9,654$           
Goal - Top 25% 5.0 lb/bbl 6,188$           3,465$           0.69$                   
Baseline 3.6 lb/bbl 2,880$           
Goal - Top 25% 1.0 lb/bbl 800$              2,080$           0.42$                   
Baseline 77,765$        
Goal 41,872$        35,892$        7.18$                  
Total









Less Utility Usage Less Waste Creation Lighter Footprint
Climate Change
CO2 is one of several man made greenhouse gases (GHG) that trap heat in the 
atmosphere and is suspected of contributing to adverse climate change. 
Groundwater and Land Contamination
Landfilling of solid waste materials are under increased scrutiny because of the 
potential to contaminate both soil and groundwater. 
Water
The severity and frequency of drought is increasing in the US and 
lakes/streams continue to battle water pollution.
What if ……..
A brewery planning to produce 5,000 bbls in 2020 became 




GHG Emissions (lbs) Baseline 2020 Goal
Fuel 210,559            116,977         93,582                 
Electricity 582,400            249,600         332,800               
Purchased CO2 39,000              25,000           14,000                 
Total 831,959            391,577         440,382               
Equivalent vehicles removed from the road 42                        
Water (gals) Baseline 2020 Goal Reduction
1,209,000         775,000         434,000               
Equivalent people provided water 4,822                  
Solid Waste (lbs) Baseline 2020 Goal Reduction
18,000              5,000             13,000                 
Equivalent households removed from landfills 1.98                     




Attracting and retaining the best employees is influenced by a number of 
factors, including your approach to sustainability. Engaged employees can 
create a culture of inclusiveness and accelerate steps towards efficiency 
improvement.
Community
Craft breweries are often looked upon as an integral part of the community, 
versus an industry that pollutes and treats the workforce unfairly. 
Consumers
The target market group for craft beer is very vocal and aligned with 
breweries that are considered sustainable and “doing the right thing”. There is 
an expectation that to be a craft brewery you should be using sustainable 
practices.
What if ……..
A brewery became more focused on the social aspects of 
sustainability?
Where do I start?
Renewables
Recycling












Creating a Plan of Attack
Would you invest in a 
brewery without 
creating a detailed 
business plan?
Would banks make you 
a loan without one?
Why should we 
approach this any 
differently?
Start with data – what gets measured gets improved
Data Collection
• Locate monthly utility billings and other records
– Check with accounting or contact the utility directly
• Two year baseline recommended
– Current month plus previous 23 months of data
– Past trends and variances are critical to understand
• Enter monthly data into BA on-line sustainability 
benchmarking tools
– Access is free to BA members






300 breweries of all sizes
Colorado, California and Michigan leading the way
Business Imperative or Nice to Do?
Some things I have heard ….
• I believe operating efficiently and responsibly will keep 
us profitable a long time.
• I have never tracked our utility billings. We just pay 
them. After entering the data I noticed billing errors 
that resulted in over $20,000 in refunds.
• My employees are thoroughly engaged and excited that 
this is an environmental initiative that saves money.
• We are starting to see lower utility billings and we have 
yet to spend any capital. 
Business Imperative or Nice to Do?
Some things I have heard ….
• I already recycle and plan to add more recycling bins
• I don’t have money for solar panels
• I don’t care how inefficient I operate now – I need to 
make more beer to keep up with demand
• I need to invest any capital I might have in production 
equipment, not efficiency improvements
• Sustainability doesn’t help me sell more beer
• Sounds good, but I am way too busy now – call me later
Scenario Planning
• What are my business plans for 2020?
• Where should I focus first?
• How do I develop a plan of attack?
• What resources are available to help me?
• What if…….?
Lets Put Data to Work
• Plot and analyze data trends 
• How do I compare to similar breweries?
• What target do I set?
• What are the economic and environmental benefits 










Baseline 33 $236,533 Baseline Baseline
Median 25 $180,000 $56,533 519,302
Top 25% 21 $151,200 $85,333 785,853
Three Year Plan
• Year one
– Manage to the data through dashboards and 
employee awareness; no/low capital projects first
• Year two
– Technology with less than 24 month payback period, 
especially where rebates and incentives are available
• Year three
– Technology with greater than 24 month payback period
Before Technology … 










• Review utility spending from previous 
year
• Adjust by x percent depending upon 
last years spend, projected utility price 
increases and production plans
• Set new annual budget
• Re-evaluate based on end-of-year 
review of actual versus budget costs
• Repeat
Annual Budgeting





• Review monthly utility billings
• Track against targets
• Evaluate outliers
• Start asking “Why”
• Execute operational changes or 
maintenance as necessary
• Re-evaluate based on next months 
billings
Monthly Tracking
It’s a good start. Out-of-spec performance and 
excessive costs identified within 30-60 days
Monthly Check Points
• Manually collect and review 
utility meter readings
• Track against targets
• Evaluate outliers
• Routine inspections for steam, 
compressed air, hot water leaks
• Execute operational changes or 
maintenance as necessary





Out-of-spec performance and excessive costs 














Energy Toolkit - Example
Setting Targets and Goals
Recognized by many as 
one of the most extensive 
and complete industry 
sector example of sharing 
data for the dual purpose 
of improving operations 
and protecting the 
environment
* An updated version will be 
published in October 2018
How Do I Compare?
Fuel Water Solid Waste
What are others paying?





GHG Emissions (lbs) Baseline 2020 Goal
Fuel 210,559            116,977         93,582                 
Electricity 582,400            249,600         332,800               
Purchased CO2 39,000              25,000           14,000                 
Total 831,959            391,577         440,382               
Equivalent vehicles removed from the road 42                        
Water (gals) Baseline 2020 Goal Reduction
1,209,000         775,000         434,000               
Equivalent people provided water 4,822                  
Solid Waste (lbs) Baseline 2020 Goal Reduction
18,000              5,000             13,000                 
Equivalent households removed from landfills 1.98                     
Environmental Benefits of Reaching Goals (Baseline year compared to 2020 Goal year)
Reduction
Social Benefits
Sign Up Today
Questions?
John Stier
Sustainability Mentor
Brewers Association
314-629-3711
sustainabilitymentor@brewersassociation.org
